4 explicit communication activities like targeted announcements, communication campaigns, and events. The focus needs to be broadened and consciously linked to everyday interactions with suppliers, business partners, public departments, potential employees, or other internal and external stakeholder groups within the individual job execution but also in their private lives (Heide & Simonsson 2011, p. 212) . Furthermore, activities like the monitoring, interpretation, and inclusion of information in decision-making processes and organizational activities need to be integrated into communicative competencies: "Because teams operate close to the frontlines of the organization (upstream systems) and often communicate directly with customers, they need to be familiar with corporate communication goals and messages. Performing diverse organizational tasks and often faced with the need to handle boundary spanning activities, team members must be familiar with core communication activities and products and act in accordance with corporate communication goals" (Belasen, 2008, p. 164) . Heide and Simonsson (2011) even go beyond the corporate communication goals by emphasizing that employees need "to be able to engage in dialogue, to give and take feedback and to share information in a meaningful way. In relation to the employer and the growing importance of branding, each employee is an important messenger. All employees must have a thorough understanding of their employer's strategies and values, of how their own work fits into the bigger picture, and of how to communicate accordingly" (p. 205) . In order to meet this challenge, the management of relationships by communication needs to be understood as not restricted to dedicated functions and departments, but as part of every employee's job profile (Heide & Simonsson, 2011, p. 206) .
Therefore, everyone within the organization and thus the whole organization itself needs to be able to communicate effectively (van Ruler & Verčič, 2003, p. 23; Brønn, van Ruler, & Verčič, 2009, p. 78; Tench, Verhoeven, & Zerfass, 2009, p. 151) . To ensure the realization of this concept, every employee needs to have communicative competencies including active communication competencies (outbound) and perceptual and interpretative competencies (inbound), as well as cooperative competencies (integrative), which provide the knowledge and skills to combine active communication and perceptual competencies in order to build a common communication practice (Belasen, 2008, p. 164; Cornelissen, 2008, p. 72; Zerfass, 2010, pp. 189-192) . 
Theoretical approaches to internal consulting
The idea of communication professionals as consultants and enablers of communication has been introduced by a number of public relations researchers (Moss, Warnaby, & Newman, 2000, pp. 277-300; Grunig, Grunig, & Dozier, 2002, pp. 232-234; Moss, Newman, & DeSanto, 2005, p. 878; van Ruler & Verčič, 2005, pp. 263-265; Hamrefors, 2009, pp. 53-54) . Usually these studies are linked to the general consulting role as one of many roles enacted by 1 Since training and development traditionally lie within human resource departments (HR), it has to be noted that the approach of building communicative competencies by communication experts does not neglect the responsibilities and tasks of HR. While communication experts take the responsibility for focusing on communicative aspects within everybody's roles, the execution of training and skill development can be conceptualized as a joint approach of HR and communication departments (Heide & Simonsson, 2011, p. 215) .
communication professionals (Broom & Smith, 1978; Dozier, 1984; Moss et al., 2000; Grunig et al., 2002; van Ruler & Verčič, 2002; Moss et al., 2005; Hamrefors, 2009) or deal exclusively with external communication consulting executed by agencies or freelance consultants (see e.g. Kubr, 2002; Röttger & Zielmann, 2009b; Fuhrberg, 2010) . In both cases, the specific dimensions and practices of internal communication consulting and its various objectives, forms, and specifications have not been researched comprehensively until now. To close this gap, this article reviews the existing literature on business consulting and existing public relations role models.
The focus explicitly lies on internal communication professionals who consult departments and employees of the same organization.
Elements of internal consulting processes within consulting research
In general consulting research, the area of internal consulting has not been studied in the same way as the field of external consulting. Nevertheless, some literature and studies have been published and some ideas and concepts of external consulting can also be carefully adopted for internal consulting.
Internal consulting must be differentiated from in-house consulting which is a standalone function in organizations, focusing on consulting in various contexts. In contrast, internal consulting is provided by functional departments, such as communication departments, which are defined by a specific core activity that is complemented by consulting tasks concerning topics within the respective functional area. Obviously, internal consulting by employees of functional departments based on their specialized knowledge and experience has always been part of organizations. A new aspect is the increasing degree of institutionalization (Oefinger, 1986, p. 14; Klanke, 1992, p. 103) . Institutionalization describes the official embedding of tasks in functional roles as well as the self-evidence, legitimacy, and acceptance of it (Brandl, 2005, pp. 22-25; Sandhu, 2009, pp. 82-83; Tench et al., 2009, p. 151) . For consulting tasks, this means that they are a natural part of functional departments' role sets and are also perceived as such but always remain a secondary function beside the actual core function (Schlüter, 2009, 18f.) .
Consulting can generally be differentiated into a functional and an institutional perspective, which again are constitutive of each other (Kubr, 2002, p. 3; Caroli, 2005, p. 4) . The latter perspective focuses on the role and characteristics of the consultant and the client as well as a so-called consulting system in which the two roles interact (Carqueville, 1991, p. 263; Kubr, 2002, p. 3; Fuhrberg, 2010, p. 39) . This perspective will not be emphasized in this article since the function of consulting is in the interest of research and not its context and actors in the first place. The functional perspective is based on the institutional perspective and observes the consulting process, its structure, and its elements. Consulting includes "any form of providing help on the content, process or structure of a task or series of tasks, where the consultant is not actually responsible for doing the task itself but is helping those who are" (Steele, 1975, pp. 2-3) , with emphasis on the fact that the consultant does not have direct control or decision power (Kubr, 2002, pp. 3, 76) .
Consulting processes are mainly differentiated by their form: there are two core forms, which have evolved during the last decades. Traditionally, consulting started with the idea of an expert giving advice based on professional expert knowledge and experience. This form is therefore called expert consulting (also referred to as content-related consulting) within the general consulting literature. It is the most prevalent form of consulting today (Kubr, 2002, p. 70) . It includes advising activities, direct information and knowledge transfer, as well as making suggestions for alternative actions. In contrast to external consultants, internal consultants from functional departments automatically gather the required specialized expertise through their original job profile (Weiss, 2003, p. 3) . For communication managers, this means that the communication knowledge and expertise that they use and develop within their daily job build the basis for content-related input and advice. Beside the actual expertise, the recognition of their expert status is crucial to be perceived as an expert consultant. Therefore, communication managers need to prove their specific expertise and its relevance to the organization in order to be recognized as internal consultants.
While this kind of internal consulting questions what to change or to undertake, the second core consulting form is characterized by the provision of structures and processes addressing how to solve certain issues. This consulting form is called process consulting and supports the client's decision-making ability (Kubr, 2002, p. 72) . Its goal is to enable clients to solve problems and take decisions independently by making underlying processes and structures transparent and by facilitating their reflections (Kubr, 2002, pp. 70-72) .
Along this line, the range of consulting provided by communication professionals may include the advice of fellow members of the organization on how to communicate appropriately (expert consulting) as well as the enablement of others to master communicative challenges by themselves (process consulting) (see figure 2 ). This latter consulting form emphasizes that "[s]upporting the communication of others does not necessarily mean that communication professionals need to be directly involved in all communication processes, but rather be a director who stages and provides preconditions for fruitful communication" (Heide & Simonsson, 2011, p. 214 ).
Both forms of consulting belong to the consulting role within the role set of communication managers. In some situations, one or the other might be more effective, sometimes they need to be combined, and sometimes one provides a starting point and needs to be taken over by the other (Kubr, 2002, p. 72) . Most crucial is the awareness of both forms and their strengths and weaknesses as well as the ability to utilize them appropriately. While business and consulting research helps to identify these basic dimensions, it does not elaborate the specific tasks and roles of internal communication consulting. It is necessary to review role concepts from PR and communication research in this respect. The distinction of consulting forms and objectives will help in reading these role models anew.
Consulting within role concepts in PR and communication research
Research on roles is a popular area within PR and communication research (Moss et al., 2000, p. 279; Grunig et al., 2002, p. 202) . The starting point for this discipline was laid by the role models by Broom and Smith (1978) , in which they identified four (originally five) roles for communication experts: Expert Prescriber, Communication Facilitator, Problem-solving Process Facilitator, and Communication Technician (Broom & Smith, 1978; Grunig et al., 2002, p. 198) .
Two of these roles contain consulting elements.
The Expert Prescriber is described as a kind of doctor with a huge amount of knowledge in the area of communication prescribing suitable treatment for a patient regarding communication-related issues (Broom & Smith, 1978, p. 6 ). This understanding is shaped by the study's time of origin, but includes the idea of the knowledgeable expert giving direct, issuerelated advice to the client. In contrast, the main task of the Problem-solving Process Facilitator is the support and enablement of a client regarding communication-related issues by facilitating information exchange and decision-making processes (Broom & Smith, 1978, p. 10) . These elements match the other core form of consulting, process consulting, the target of which is to support and enable the client to solve issues independently. Another study dealing with consulting elements within communication managers' roles is the excellence study by Grunig et al. (2002) . This line of research has also identified four roles (Managers, Senior Advisors, Media Relations Specialists, and Technicians), but only one role, the Senior Advisor role, contains consulting elements. In this case, the role is explicitly allocated to team and department leaders and the client is predefined as the dominant coalition in the organization. Nevertheless, the execution of the role implicates on the one hand the contribution of information regarding solutions and decisions without having decision-making power as well as on the other hand providing structures and processes to enable the dominant coalition to involve stakeholder interests (ibid., p. 234).
Beside these studies from the United States, considerable research on the topic has been conducted in Europe. Moss et al. (2000) assigned the consulting role to Public Relations Practitioners at the middle and upper management level. Instead of distinct roles, they described a task cluster for these managers, in which consulting takes one part. In contrast to the studies described previously, they integrated consulting activities regarding organization processes and therefore aimed for other functions' task-related issues. They had to admit that only a minority of communication managers addresses these objectives: "However it was acknowledged that public relation counsel was mainly sought where problems were seen to have a strong communicationsrelated dimension. Relatively few practitioners appeared to contribute regularly to broader operational problem solving at the corporate and business levels. The exclusion of many practitioners from participation in broader operational decision-making activity was attributed to a lack of understanding and experience of operational or business matters and, in particular, the limited appreciation of financial management issues among practitioners" (Moss et al., 2000, p. 300).
The lack of knowledge about the context and the organization is stated as one main reason for not being involved in task-related decisions. The authors point out that besides other elements like the branch, organizational structure and culture, role expectations, and expert knowledge, especially organizational as well as contextual knowledge are absolutely crucial for communication managers to be recognized as serious consultants (Moss et al., 2000, pp. 277, 296 ). The consulting activities described can again be categorized as expert advice but for communication-related as well as for task-related topics.
Another study by Moss et al. (2005) 
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The tasks of counseling and coaching include the concepts of advising and enabling and therefore consulting elements, whereas conceptualizing and executing clearly contain execution tasks.
Counseling describes the task of observing the environment regarding communicationrelated topics, interpreting the results and information, and integrating them into task-related, organizational decision-making processes, as well as creating awareness of the necessity of this integration by giving advice from a communicational expert perspective. At the same time, it accomplishes a basis on which organizational members can reflect and adapt their own actions. (Hamrefors, 2009) . The aim of this study is not to describe the status quo but rather to provide an outlook regarding essential tasks and skills for communication managers in the future (Hamrefors, 2009, p. 10) . It differentiates between two forms of leadership, ideological leadership and contextual leadership; ideological leadership is supported by contextual leadership, in which communication management can be classed (Hamrefors, 2009, p. 33 ). This form of leadership is characterized by taking a holistic and wider perspective, "contributing awareness of both the risks and opportunities inherent in various possible actions" (Hamrefors, 2009, p. 33) and offering guidance for possible solutions. Furthermore, it develops and supports the relationship building with various internal and external stakeholder groups and can "develop the employees' ability to judge what they should absorb from the outside world and provide support in these processes" (Hamrefors, 2009, pp. 33, 49) . Taking up these aspects, they contain elements of the concept of the communicative organization as it has been described earlier in this article. Hamrefors further specifies the contextual leadership by deriving four different roles from it: System Builder, Mediator, Coach, and Influencer. Except for the first role, all of them include consulting elements, which is a consequence of contextual leadership having been conceptualized as a supporting and enabling function.
Within the role of the Mediator, communication experts facilitate the communication between different parties, discover potential risks, and integrate this information and suggested solutions into the respective processes. With these activities they mainly cover the part of giving advice regarding task-related issues (Hamrefors, 2009, p. 53) . Additionally, they take over the task of enabling and promoting the communication competence of others within the role of the Coach: "The contextual leader also has the task of assisting others in developing their communications. The task comprises both helping others to improve in conveying the organisation's ideology and their own contextual communication" (Hamrefors, 2009, p. 54) .
Both roles are combined in the role of the Influencers, which supports especially the holistic view as well as a reflection and change of perspectives (Hamrefors, 2009, p. 54 
A framework for internal communication consulting
The theoretical discussion has identified the main objectives and predominant forms of internal communication consulting. Consulting aiming at communication-related issues like agenda setting for a new technology or initiating dialogues with stakeholders on the social web has to be differentiated from consulting focusing on task-related issues, e.g. integrating knowledge on public opinion making and agenda building into strategic decision making as well as realizing the impact of operational activities on the communicative environment (like the closing down and relocation of a production line to another country or the changing of an internal incentive system). Both objectives can be addressed via either expert consulting or process consulting as well as via consulting activities in between this spectrum. Combining these dimensions makes it possible to construct a framework that covers all the elements of the internal communication consulting process and puts them in relation to each other. The framework illustrated in figure 4 shows four different specifications of the internal Since consulting is often closely linked to the execution of proposed actions, these subsequent activities are captured in the framework as well. Communication professionals can support and execute core communication activities on behalf of the whole organization, specific departments, or specific members (e.g. preparing CEO communication activities, running an employer branding campaign for human resources). However, they will usually not support or execute task-related activities for other functions (like defining corporate strategies, developing a remuneration system, conducting personnel searches).
The quadrants illustrate the four ideal dimensions of internal communication consulting, knowing that this is a conceptual differentiation. In reality consulting takes place in between these spectrums, and different types will be used depending on the situations and contexts. It seems to be more important to integrate these dimensions into every communication professional's role set than to differentiate them clearly empirically. Moreover, consulting needs to be understood as a common task for every communication professional and therefore not only for managers, but for everyone regardless of his or her hierarchical position. While the amount and relevance of internal consulting will differ depending on the particular position, the task itself should be part of every communication professional's role. This is necessary to support the claim that communication professionals are experts on the communication dimension within the organization (Tench et al., 2009, p. 155; Heide & Simonsson, 2011, p. 214 patterns, guidelines, sign-off processes, etc.) (for a discussion of these resources see Giddens, 1984, p. 33; Zerfass, 2010, pp. 189-192) . c) Expert consulting for task-related issues integrates communicative insights for decision-making processes within organizational functions. Along this line, communication professionals may not only be asked to announce decisions taken in other departments, but they can also provide communicative insights, information, knowledge, and experience prior to those decisions. While they will not be able to suggest an overall solution to specific challenges in other functions, they can help clients to decide more comprehensively by including knowledge about public opinion building as well as the communicative consequences of alternative actions.
This helps organizations to understand stakeholders, their requirements, and their expectations better and act accordingly (Moss et al., 2000, p. 283; ) . d) Process consulting for task-related issues enables co-workers to understand and meet stakeholders' expectations by building and encouraging the awareness of the communicative dimension of any management or other task-related decision throughout the organization (Hamrefors, 2009, p. 33; van Ruler & Verčič, 2005, pp. 263-264) . Communication professionals may support the reflective capacity of co-workers by stimulating an external view and helping them to see other perspectives. Examples are the early reflection on the consequences for employer reputation when developing outsourcing strategies or the impacts on corporate culture when conceptualizing internal incentive programs. Obviously, the expertise and responsibility The participation within other department's decisions is also viewed quite diversely. Half of the experts interviewed stated that task-related expert consulting participation is part of their role, sometimes even their very own capability. The other respondents said that communication departments are only integrated into those processes in crisis situations. They rated this specification of internal communication consulting as interference in other realms of the organization.
The last quadrant of the framework, task-related process consulting, which aims to develop overall communicative awareness, was rated as absolutely necessary by all the respondents. According to the experts from global corporations, this needs to be developed through training but also through the daily collaboration between line managers and communication professionals.
Overall, the dimensions of the framework were validated as existent forms and objectives of internal communication consulting. The actual execution of each specification differs according to personal experience and organizational settings. As mentioned before, quantitative research would be necessary to shed more light on these aspects. organizations and in societies at large. Obviously, both competences and assertiveness are necessary to enact such an advanced role set (Larson, 1997) . This will be a major challenge for many working in the field nowadays. But it shows how communication professionals can accept the broad challenge of leading communication within communicative organizations in a very practical sense.
Outlook and practical implications

